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Leadarship and Socia! Exchange Processes

?é Edwin P. Hollander LL,LUA‘: S U

State University of New York at Buffalo

No conception of leadership is complete without attention to followars.
This point is an essential element in epplying a social exchange parspective
to loadership. This perspective difters from older epproaches in several

ways, as will be pointed out shortiy, but most strikingly in its emphasis

on the relationship over time which |Inks leader and followers. Clearly,
the Interaction which occurs batween the leader and followers is important. !
However, eiements of social exchange ate oi.ly part of that interaction.
Not all features of {eadership are explainable in terms of rewards and costs.
The social exchange concept should not be asked to do too much on its own.

| am reminded of George Homens' story about his znthrepelogist friend

who pointed to the utility of the concept of cuiture by saying that If some-

one were to ask him why the Chinese do not |ike milk he couid say "...because
of the culture." Homans' reply was that, "...if that was all he could say,
he was not saying much" (1967, p. 12). '

Social exchange has a variety of features or typas. In this chapter, 1
I will be referring to three ways of construing social exchange In leadership,

each stressing a particuiar feature. These may be characterized as types of

soclal exchange which are not mutually exclusive, but which have distinguish-
ing features as foilows:

Iype {: Transactionai~-This is the most general type, It has to do

most directiy with leader~follower reiationshlips in the aggregate,
including the folilowars' perceptions and expectancies, the avail-

abil ity of two~way influence, and the exchange of rewards.

’ »
This chapter is to appear in a book on "Social Exchange Theory," edited by ! .
Gergen, M.S. Greenberg, and R.M. Willls, to be published by Wiley in 1977.




Tvpe 2: System Prooress~=ivhe quastion of "how are we doing?" Is the

essenca of thls type of exchange. It invoives tha Input-output
system with the task environment, and +hs group's or crgantza-
tion's effectiveness in that exchange (Katz & Kehn, 1966). This
peint is analogous to Lewin's (i947) conception of 'group locomotion
that is, the movemant of tha group toward Its goal.

Type 3: Individual Enbancement-=in any group or organlization, there

is bound to be some concern with the degres of equity and justice
in the achieverent of collective geais. This type of exchange Is
focussad especialiy on the Indlvidual's sense of being treated
fairiy at the hands Qf the leader.
Before applying these tynes of social exchangs to an understanding
of leadership, It is usafu! +o have a perspective on the histery of i(cader-
ship as s field of study. Thoreafter, | wiil glve parficular attention to
the transactional approach to {cadership, which emphasizss social exchange
processes. MNext, | intend to consider the widening awareness that leadership
shares commnon features with other social influence phenomena, and .then review
some rescarch that bears on the transactional approach to leadership.
Leadership in Refrospect
Leader-fol lower Interactions occur in many reaches of {ife, even in
tess obvious places, Many Influence relationships are found daily between
people in reciprocal roles such as parent-child, teacher-student, husband-
wife. These certainly show features of |eadership. However, there is a
speclal character to leadership In groups, large organizations, and nations,
which has compslied attention to "the leader" as the main figure in the

jeadership process,
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The ciassic spproach has been to ses the leader as the source of this
process, and history is.fuii ot amccounts of leaders and thelr acts., Typicall,
the lezder was seen to ba someone possassed of unique treits, presumed to be
Inborn. Cowley (1928) captured this theme in his contention that, "The
approach o the studv of leadarship has usually been and must always be
through the study of traits" {p. 144).

The [dea that ieaders "are born, not made" exemp!ifies the ciassic
view. Though there unquestionably is a degree of validity in the notion of
{eaders as significant agents in human events, this view produced an over=-
emphasis on the study of The traits of leaders at the expense of other
factors, Including followers and the prevailing situation which affected
the leader's actions.

The so-~alied trait approach was particulariy favcred among psychologica!

oriented investigators studying leadership. Earlier in this century, their
research placad considerable stress on such factors as height, welight,
appesrance, intelligence, self-confidence, and any other varlahles which
might be positively correiated with leadership. The aim was fo d;?ermine
what factor or factors made a person a leader. The results were summarized
in an influential review by Stogdill (1943) and presented a very mixed plcture
to say the isast. The major finding was that, on the average, leaders tended
toc be slightiy more intelligent than nonleaders. But even this finding was
not thoroughly stable.

Mann (1959) subsequently reviewed 125 studies of leadership and person-
2l ity characteristics representing over seven hundred findings. He, too,
found Intelligence to be the qual ity which showed the highest number (4€%)

cf studies yielding a positive relationship with leadership. With somewhat
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lowsr percentages of studlies, he also found genoral adjustment, extroversicn,
and dominance, to be positively related to leedership, However, ha polints
out that most of these studies involved a group organized arcund an assligned
discussion task. The "superiority" of the leadar, therefore, has to be
viewsd in that kind of situaticn,

Gibb (1954) has summed up the matter In obssrving that, "Followsrs
subcrdinate themsslves, not to an indlvidual whom they perceive as utterly
dlffersnt, but to a member of their group who has superiority at this tims
and whom thay perceive to be fundamentally the same as they are, and who
may, at other times, be prepargd to fellow" (p. 915). This point suggests
the nacaessity to sea leadsr and followsr roles as complementary, and amenzbis
o change rather than baing fixed.

The impatus for moving sway from primary attention to the leader cams fror
the recognition that different kinds of functicns were demanded of leadsrs in
differont situations (see Hemphill, 1949; Gibb, 1968). This view was a major

basis for the so-called situational zpproach to leadarship which took hotld in

the i950s,
The lsrgest deficisncy in the trait approach was i+s insistence upon
looking for stabie features of |eaders across many situations. it falled
to recognize that leadership involves a network of relationships among
individuals who are engacecd in an activity in a particuiar situation. As
Gouldner (i95C) put it:
There is a certain degree of persistence or petterning in the
actlivities which a grogp undertakes be It bowling, playing

bridge, engaging in warfare, or shoplifting., These persisting

or habitual group activities, among other things, set [imits on




+ha kind of individuals who boocme group members and, no less
so, upon the kind of individumls who come to iead the group
tp. 783,
Mainly, +he situational approach gave needed attention to fhe varyling
demands upon leadership imposed by the situation. These demunds grow
k aspacially out of the group's task or function, its structure, end other
contextun! features, such as inter-group competition., This approach did
i not neglect the characteristics of the leader so much as i+ recognized thelr
appropriatensss to a group functioning in a given situation. For example,
| It emphasized *hat the leader should have an acceptabie !evel of competence
on a task of importance to the group's functioning. Not one but several
group members may have such competenco and serve as & group rascurce.

The concept* of the leader as a group raesource is one extension of the
situationa! opproach, end invoives two kinds of considerations. Cna is
that followers have expectations about leaders and thelr contributions
(Type | sbove). The second consideration is that a functional group operates
as a system with inputs from members to produce desired outputs (Type 2
sbove) .

The situational approach was more than a single orlentation, although
I+ began as » necesszry counterbalance to the trait approach to leadercship.

1t hed the doficiency however of leaving out & concern with process,

Typlicaliy, ieaders were viewad in terms of thelr ability to exert influence.

Situational studies gave [ittie conslidaration to the followers' responses

ko A Iy 7

to leaders over time, including sources of rising or falling status, and
the problems of leaders maintaining as well as gtigining their status,

Most of the time, the ieader was viewed as someone who occupled a position

Al | . -
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In = reiativsly fixed sense.
Moreover, "naive sltuationism" had largeiy excluded the lesdar's |
characteristics from consicderation since they smacked too much of fhe
older study cof lsader itraits. The popular slogan of fﬁc new movemnt
might well have besn "{eaders don't count,"
Having escaped from a primary Yocus on the leader, another trap was
laid *hrough the wldaspread tendency to view ali leadership events in situa=
tional terms, and leaders as interchangeable parts within It. In pu+fin§
to rest the often rigid, trait-based conceptions of the past, the situvational
approach provided s notable galn. Buft 't lurgely neglected interest in the i
characteristics of the people who fill leadership roles, especialiy where it |
Is possibie to relate their characteristice to the nature of task demands

and successful performance. Commenting on this In their review of research

on {eadership processes, Hollandsr and Jullan (1969) say:
...the two research emphases reprasented by the trait and
situational approaches afforded a far too glib view of real(ty
...neither approach ever represented its own phiiosophical under-
pinning very well, and each resulted in a caricature...the
situational view made it appear that the leader and the situa-
tion were quite separate...[though) the ieader, from the
foilower's vantage point, is an element in the situetlion, and
ona who shapes it as well...In exercising Influence, therefors,
the leader may set the stage and create expectations about what
he should do and what he will do. Rather than standing apart
from the leadsr, the sltuation percelived to exist may be his

creation (pp. 388-389).

- | . T ————




Claariy, a form of faddism took many resaearchers from one extrere
to anothar in littie more than a decade. Sinca both approuches at the exirers
proved of timlted use, sometning new wos neoded. That something, put simply, i

was to racognize that leadership involvos 2 transactional process in which

both the !eadsr and followers are active participants.

Leadership 2s a Transasctional Influence Process

The transactional approach considers leadership as & {wo-way (nfluence
process. It emphasizes the more dynamic elements in lesder-fol jower rela-
tlions, including interpersonal perception and the tulfiliment of expectancles.
While leaders are cften seen to "hold" positions of higher status and influ-
ence, in fact much depends upon how theoy attain end maintain their positions
among foiiowsrs. We now consider the matter cf the ieader's jeqitimacy not
as 35 fixed but rather as a dynamic attribute, as seen for instance in the
"credits" accorded to leaders by followers.
Tha word “"dynamic" indlicates change. Re&ther than be concerned with
ghange, the more common tendency in traditicna! study of leadership phenomans
has bean to emphasize stasis, which offen means accenting fhe'!eudér" and
"follower" relatlonship as set. Yet, a reallty In the day-to~day functioning
of leadership is for the leader to maintain tegitimacy in the face of poten- i
tial challengas to authority from bslow, from equal status peers; and from
above.
Relatedly, the followers' tles to the leader depend on how they construe
the leader's actlions and motives. Given the powerful consequences which flow
from thelr perceptions, It 1s surprising how often these perceptions have

been negiected. More than two decades ago, the late Filimore Sanford quite 1:

presciently czptured the essential point In these words:




There s soms justification for regarding ths follower

es the most cruclal factor in any leadership event and for
arauing That research directed at the follower wii! evaniually
yield a handsome pay-off. Not only Is It the follcwer who
accepts or rejects leedership, but it is the follower who
perceives both the leader und the situation and who rescts

in terms of what he perceivas (1950, p. 4).

Sanford was trying to go beyond the then dominant situational approach
ty arguing that the followers were also vital to the ieadershlp process, in
addition to the leader or the situation, wh.ch dafines task demands.

The newer emphasis on leader—follower relations as 8 trzasaction (Type
| above) gives credence to the notion that each follower holds the potentiai
for being reacted 4o by the others as an infiuence source. What ls particu~
larly important eiso is to appreciate that changes may cccur In The partles
as a resuit of their interaction over time. | use the term "fransaction"
for this process so as to suggest a more active role by folioweirs in an
axchange raiaticnship with the leader, including the potentiai for'counfer-
infivence. On this feature of leader-foilower interaction, Hoiizander and
Jullan (i1969) assert that,

...the psrson in the role of leader who fuiflils expectations
snd achieves group goals provides rewards for others which are
reclprocated in the form of status, esteem, and heightened
Influence. Bacause leadership embodies a two~-way Influence
relationship, recipients of influence assertions may respond by
asserting influence in return, that 1s, by making demands on the

ieader, The very sustenance of *the relationship depends upon

some yielding to Influence on both sides (p. 390).




The fradlitlional view of the lezder as the Influence source [nzves
out this essential faature of counter-influsnce. As Homans (i%01) aptly
notes, “Intluence over others s purchasad at the price of alicwing one's
self to ve influsnced by cthers" (p. 286). In this sense, the wiilingness
of group members o accept the iInfluence of a |eader dopends upon a process
of exchance In which the lesder gives somdthing and gots gsomathing in return.

in & simple fransactiona! view, ths leader directs ccamunications *o
followers, tu which they mey react in varlous ways. The lsadar attempts to
tako account of the perceptual-motivationa! stetes of followers and they,
In +urn, evaluate the leader's, with particular regard to responsivenaess tc
*heir nesds. Especielly pertinant azre the followers' percepticns of the
leader's effectiveness end how they consirue and evaiuate the leader's
gctions and motlves,

As noted ear!ier, the leader may be viewdd &s & group resource--=ideally
ong who provides for the attalnment of the group's goals (Type 2 ahove).
In so doing, the isader derives certain benefits In staxtus and heightaned
infiuence which serve 2s rewards. Therefore, in acting as a lesdcr, an
individual necessarily fransacts with others In his or her environment.

This approssa is in keeping with the socliai exchanga views found in
Thibaut and Kalley (1559), Homens (1958, 1961, 1974), Blsu (1964), and the
newer work by Jacobs (i970). in these terms, the leader's demands upon the
foliowers are reciprocated in thair demands made upon the leadsr. There-
fore, the integrity of the rilafionshlp depends upon scme yieiding to
influence on both sides.

Although 1t may seem idealistic, this view conveys a truth which bears

generalizing. In resource allocation terms, when common ends are being
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sought, It Is expected thet each person will do his or her shere., Hur the
lendar provides a very speciai resourcn, wnich Is consumad most clesarly In

actliviiles directed toward the achlevement of goals. Tha lescer is also

uniguely a "def lner-cf-reality" for the others by saf?fng goals but also by

communicating relevant Informatlon about progress, Impediments, and needed
redirections.

Among othar important ieadership functlons is fthe "gozl-setting®
activity of the leader. Its Importance appeers to bs consideratle, though
not many studlies have given [t the attention It deservas. in one of thesa
which does, Burka (1965} found-with discussion groups that the leadsr's
fallure to provide the group with goa! orientetions provoked antagonism,
tension, end absanteslism, in one way, This effsct may be interpretad as a
reaction to uncertainty. It also shows a faiiure of the leader~foliower
transaction, and was found o be most acute whan the group had cleariy
zgread who was To act as the lsader. Though expsciations such &s these are
procavly widaspread in groups, their fulfliiiment or lack of it has besn
raintively neglectad in studies of lsederchip. :

One consistent weakness across many group and organizationai settings
is the fsliuvre To share information which will define *the situvation. Too
cften, "giving orders" substitutes for "giving Informetion." Up to a point
this may stii! be effective in reducing uncertainty. Eventualiy though the
vacuum cregted by an absenco of Informafion will be fiiled by other volces,
often less familiar with the prevailing circumstances, In practical terms,

tharafore, the iaader's failure to provide a reciistic definition of the

situation is an Invitation for othars to do so. Indeed, giving perspective

to events is what a large part of political life is about, and its broader
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signiflcance for rrgan}zatlonal leadsrshlp has long sincs basn notad by
Selznick (1957),

in Introducing this secticn, | usad the terw "influence process."
Dasplie the various haadings under which It appears, | pcliavo there Is a
fundarantal regularity to influcnce which can be seen In the particuiar
terms of the concrete phenomenon at hand. Whether dealing with leadership,
conformity, or atiituda change phsnomena, The process invoives a fTrancoction
in which Information is transmitted from a scurce to a racipient in the form
of & msssage, which may be verbai, ncnverbai, or both. ‘

The source may be called a !eader, or a propagand!st, but the label is
not es relevant as the fundamenial structural properties of the relationship
shaping the reciplient's response. The recipient, in any case, iz usualiy
not just 2 passive raeactor fo the Influence asgssrticns of the sourcs, Bauer
(1964) has made +his polnt with great clarity in his summary of transactioneatl
features of the communicaiions process.

Apart from the fact thot the Influences is active In accepting or reject-
Ing communications, Bauer says that the rolaticnshlp is shaped on a psycho-
legicail level by percaptual and motivational factors at werk within the
intlusncee who also percelves them within the Influencer, This Is associated,
for example, with the element of “crediblility" in propaganda research. How
the source is parceived by the reciplent or sudlence matters ccnsiderably In
the effects produced.

For Instance, Katz and Lazarsfeld (1955) have indicated how imeortant
an Individual's group afiiltations sre in screaning influence assertions
In the "fwo~step fiow" of communicstion. |n other words, a person's atten~

tion and reaction to Infiuence assertions depends upon & group-based judgment

ey
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abaut the source,

The leador': action and varbel assertions are In the nzture of
“eommunication” 4o the group. However, other qualities of the leader which
ere perceived, including loyaity to the group, constitute part of the
teadsr's evident stiriburas, 1+ is appropriate therefore for members to
ask whother +he individua! seeking to exert Influence ovar thom is motivated
by sspirations simifzr to thelir own. This recalts Brown's (1936} point con-
cerning the need for leadars to show "marber character" in ths sense of
being accepted 3s members of the group.

The orocess of making attributions Is a significant one in datermining
infiuence aftacts, as Halder (i958) ameng others has contended. Two
exarples are the ettribution of abliity and trustworthiness--apnroximating
“ean® and “wlil" In Heidor's ferms, Perhaps the most lmpertant of these
atTributions In leadership is that of the isodsr’s legitimacy, which Is
essertialiy *he evident basis for the leader's position,

Leader L egitimacy and Soclal Exchange

Among the more substantial features of the feader's roie Is perceived
legitimacy=-~how it is aitalined end maintained. As Read (1974) has recently
put it: “...leader legitlimacy casnnot be considored a general disposition buf
involves a2 comoiex interaction of attitudes toward the leader and hls source
of authority, with the ieadar's actual behavior contributing substantially
+o his task Influence and continuving tegitimacy" (p. 203),

A social exchange conception provides one vahicle for understanding how

+he leader's role is legitimated., Such a conception fundamentally stresses

rewards from others, in the conventional reinforcement paradigm. {n particuiar.

the process is one of gaining & response from others indicating the differen-

tiatlon of status i|inked to Influence. The effect of reinforcement is to

s
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signal the granting of legitimacy vhich In turn opons the way for feader
ectivity. This procsss has been domonstrated in various research settings.

In an carly experiment by Pepineky, Homphiil, end Shevitz (1958},
students who ware found to be low on leadar activity were lod tc behave
for more actively in thaet role by having the group show agreoment with
thelr suggestions. Other students, who wore found tc bs high on leader
activity wera affectzd in tho reverse way by having tho group show disagree-
ment with their suggesrions. Rroediy Interpreted, an exchenge process
occurred in which the uroup razised the revard and lowered the cost of
lgader activity for the first set of studonts and did the opposite for
the sscond.

in a reiated veln, Rudraswamy (1964) conducted an experimant whare
soma merssrs of 8 aroup ware made conscious of their own higher §+a+vs.
They wera found to attempt signiflcant!ly wore leadar acts than others In
thelr group, and even cut-distanced subjects who had been given inore rele-
vant information about the task Itecelf.

More racent work has shown that even the use of signal iights as rein-
forcers can have a significant effect on the target person's proportion of
talking +ime and psrcelved |eader status (Bavvlas, Hastort, Gross, and Klite,
1965; Zdep and Cakes, 1967), These |ights not only produced a heightening
of lezder acts, bul may have also created ths impression of greater legit-
Imacy and influence, as well,

in short, when a reward Is provided for exerting influence leglit!-

mately, individuals are incllined to behave as teadors. There may, howsver,
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stilt be Individuai differences in ths disposition for acting, evin when
the right conditions prevail., A stedy by Gordon and Mediand (1965 with
soldiers found Yhat positive peer ratings on {eadership In Army squads
was consistently related to & measurc of "aspiration to lead.”

in discussion groups, too, there are members who show & greater wiii~
ingn2ss to cake contributions, Talking, especially regarding quantiiy of
output, sppears to place & person in a loader role, large!y indspendent of
qual ity {(Regule and julian, 1973). A recent experiment by Sorrentino and
Boutliflsr (1975} indicated that the most vocal group members were ususlly
seen as lsaders without much regard Yo the marit of their suggestions.
These invaestigators conclude that the quantity of & persen's output
indlcates motivation, and quality indicotes apility., Evidently ouantity
Is what pavs off, at lenst in making Initial Impressions in discusston
groups.,

The possibility of acting as a leader, and being perceived as one,
depends upon corroboretion by other group memsers, This s the kéy slement
in the "ldicsyncrasy credit" model (Ho!lander, 1958, 196is, b, 1964),
which doals with the imprassions individuals have of one another that
sllow for Innovative action in groups.

Continuity and stabliilty of leadership behaviors are of undeniable
Importance, However, they may lead to an Imbalance In the way ieadership
is viewed, The leader is not only influentizal but s?l?ﬁ. one from whom
inltiatives for chonge eare axpected. The leader's role accordingly embodies
the potential for teking Innovative action in coping with new or alterad

demands.
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The ldlosyncrasy cradit modol desls with Type | lssuss. Its point of
departure Is the apparent paradox that j=acers are sald to conform more to the
group's norms, or standerds of conduct, ond yot are also |iksly to be most infiu-
entfa! In bringing about innovations. tn fact, thesa two elements w2y be daalt
with easiiy 1t seen as » matter of sequenca., In the earily contact batwesn the
iezdor, or wouid-be !eadar, and relevant others, crodits are geined by signs
of & contribution 4o the group's primary +ask and joyalty to the group's norms.
Thess two factors are called simply "cCompetencs" and "conformity.®

Credits exist only in the sharod perceptions which group members gain of
the others over time. But credits have slanificance in aiiowing later devliations
which would otherwise be viewsd négaf!valy, If a person did not have a sufficient
balance to draw upon. A newcomsi to the group Is therefore poorly positionad to
assert Intluence or take innovative action because the credits ususliy are not
yot available. Howsver, 2 particular Individual mey bring darlvative credit from
anothar group, undar the genorai hesding of a "favorable reputation.”

Broadly spezking, when thecre have been sufficient desmonstrations of comps-
tence and conformity, the Individual earns enough cradits to arrive at a levei
of status sufficlent to be a ieader. At that polat hls or her assertions of
influence become more acceptable. Moreovar, thare Is the expsctation that,
once accumuiated, credits will bo used to tcke actions which sre in the diraction
of needed Inncvation. A fallure to d¢o so may result in the loss of credits.

Some of the earl fest experimontation with lﬁlﬁi¥2§?i’%oa.a is reported by
Hollander (1960, 1961 a, b, i964). In brief, this work Indicated that: early
nonconformity by an otherwise competent group member blocks the acceptance of
his influence, while later nonconformity Is taken as the basis for alterations

in the group's norms; and nonconformity to group norms is more readily accepted
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from someone already granted high ecenrdad status then from somecne who
Is low.

There are a number of experiments whose results do not entirsly conflrm
the model, but suggest needed refinements in it. Among these is the experi~
mant by wWiggins, DIill, and Schwartz (i965) which indicates that high status
group members have less lat!tude to deviate from particular role cbliigations.
Howavar, these mambors moy deviate with lass cost from norms applying to
members In general., One good Inference is that leaders and other high
status members are given more |atitude to devlé?e from general norms in
exchange for adhering to the more crucial requirements of their roles. The
basis for the exchange may be to compensate the incumbent for the extra costs
ievied by specific role requiremants,

Wahrman and Pugh {1972) heve found that subjects in all-rale groups
disl lked and resented procedural norm violations from & member who had not
first contributed competent behaviors and conformity. But In contrast to
previous findings (Hollander, 1960), this pattern did not iead to an apparent
loss of Intluance; early nenconformity was found to be associated with greater
influence. A bR G v ;

This result is not necessarily at odds with the idiosyncrasy credit modsl.
Nonconformity from a competent group member can in fact serve to call attentior
to the performer. As | have noted, "Actions which cali attention to a parson
may lead him to a position of influence because of favorable ocutcomes.

Then, since his activity now becomes more crucial to the group's af*alnm;ﬁ1

of goals, his visiblility Is even further increased" (1964, p. 227). Here we

have a parallei to the influence evidently generated by the sheer quantity of

talking in discussion groups. However, both these effects are probably
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non-!inear, and a point of dysfunctionality may be reached where rejection
results,

in another experiment, Wahrman and Pugh (1974) found that if the
deviating member is not of the same sex as the other group members, credits
are not sarned for competence as In the all-male groups studied eariier, and
early nonconformity does not yield influence. These results with a female
nonconformer among males, suggest that a member may not as readiiy deviate
if a demarcation has baen mads that sets the individual apart, which Is In
keeping with a basic concept In "labeling theory" (see Lemert, 1972).

An experiment by Alvarez (1968) found that in "“successful' organliza-
tions the higher status person lost credits at a slower rate than did one
of lower status, for the same infractions of work rules. In "unsuccessful"
organizations, the opposite was true; there the higher status person {ost
credits faster as a consequence of greater blame for the unfavorable outcome.
Jacobs (1970) has suggested that the apparently inappropriate behavior of the
leader is |ikely to be disregarded when the group Is successful, but that
fallure creates the sense of an unfair exchange and the group's wl}hdraual
of support for the leader (p. 109).

Ancther concept dealing primarily with a Type | concern is Jones' (1964,
1965) ingratiation model. He too is Interested in the effect of conformity
or nonconformlty In ongoing interaction. |Ingratiation is a tactic which may
be applied especially where a person of lower status seeks to gain rewards
from one of higher status in a relationship. In that case, the person may
use flattery and show signs of compl iance so as to increase his or her value

to the other.

Basic to both the idlosyncrasy credit and ingratiation concepts is the

;
i
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ldea that conformiiy mayv ba used as & rguard in Interactlion. In his treat-
mont of conformity as 8 feature of social exchange, Nord (19€%) has Indicated
thet "...conformity appears to be suppiied for rewards in much tha sama way
as cther responses...a large number of studlios have demonstrated ihat paople
conform to avoid a loss of status or epproval™ (pp. 192-193).

It is lmportant to recognize, however, thet bath of those modeis are
non-normat ive and descr ibe a process rather than indicating whal should be
the case. !ndeed, conceptions of conformity and nonconformity indicate a
place for independence s a vasis for achieving a favorable responss from
others in ongolng Interaction (Willls, 1963, 1965; Hollender and ¥Wilils,
1964; Willis and Hollander, 1965a, b). Hollander and Marcls (1970), for
instance, found with pre-adoiescents that children chosen as iczdars by their
© peers ware among those most Independant from both peer and adu!t pressures.
There Is still more to be said in bohaif of Independence as & sourca of
influsnce, as | have indicatsd clsewhere (Hollender, 1975).

Leader Legltimacy and System Progress

Legitimacy is the hase on which leaders can operate to exert influence
in the direction of helping the group deai with the need tur change. This
Is a concern which involves ali three typos of exchange, but especially Type
2 dea! ing with system progress.

Credits contribute to legitimacy in the sense of foliowers validating
the leader's status. in appointive leacdershlp, the leader is validated
less by foilowers than by superordinate authority, although followers'
perceptions matter nevertheless. As was previously noted, the siements In
the validation process include the impressions of the leader's competence and

conformity, However, iegitimacy can also be seen to depend on a cluster of
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impressions which followers gain of the lcader, Including hils or her
source of suthority, what the !eadsr 1s percsived to be doing In ilre with
dosired group ends, and not ieast tho succaess or fallure of these zctions.
in @ program of research extending over several years, 1hes9 processss
have been studlied through experiments on decision-making discussion groups
wlth loaders who wore either eiccted or appointed (Hol tandar end Julian,
1970). The leader's sence of leglitimacy in tzkling innovative acticns,
especially in adopting an independent stand from the group's, has been one
focus of attenilon. In cne of these experiments, eiected leaders weras
initiaily found to be more assartive than appolinted leaders and more willing
to expend thelr "“credits" by daviating from group judgments.

The other side of this process Is ths group's reacticn to these asser-
tions by the leader. In that respect, elected leadors serving &8s group
spokasmen have been found to bc more vuinsrable to rejection by tha group
for fallure (luilen, Hollender, and Regula, 1969).

This set of findings suggests an Intriguing balance: the fee!ling of
investmant in the aiected leader was translated into a sense of hévlng
credit to deviate from the group's position, but that same factcr couid
lead to the leader being deposed. A major Inference therefore is that
electicn or appointment create differing bases of percelved legitimacy
and *hereby atfect the rezi ity within which the leader and followers

operate (see Hoil!ander, 1974; Read, 1974).




Hol landsr ' 20

Roturning Yo an earlier polnt for a moment, the leader (s a resource
who provides an input to the group's activity. Tha leader ziso organizas
the effort *o appiy other human and physical resources as Inputs to
echieve desired ends, or outputs. However, this process has varisble
psyéhotoglcel impl Ications, depending upon whethaer the lsadar s appointed
or elected, because of the differing character of the followars' investment.

Although much depends on the circumstances of appointment, esiection
offers a contrast by evidently inducing a grester vested interest in the
leader. (% also seems to crea*o higher expectations among fullowsrs, The
leader who 1s "put in charge"” by appointment from above is much less the
responsibi! ity of followers, |In scclal exchange terms, thelr cost or
favestment Is lower., Therefore, whilse the appointed leader may "under-
perform' with greater Impunity, he or she also operates with less sense
of group support.

There are soms other noteworthy correlates of electing Ieaders which
bear directly on the matter of Influence. In a recent expariment by
Holiander, Falion, and Edwards (1974), It was found that under comparable '
conditions elected leaders were initlally less Influential than appointed L
leaders. But after the groups experlienced apparent fallure in thelr
decision-making task, the result was reversed, For at ieast a time,
eiected leaders hecee more influential. This was construed to be due to

8 "rallying eround" effect, at least In part.
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Perticuiariy noteworthy Is the flnding thot bofore tha greups krew how they
wore periorming, thers was on2 ¢roup membar who was more influsntizl than the
eiected leader. Subseguantiy, that membar usvally enairged as the group's cholce
for leador when & new election was heid., The replacemnt therefore was nstand-
Ing In the wings" awaiting a cue, afier the crisis had run its coursa.

Leadership £ffoctivaness and Leadsr Style

An ontire system of relzatlionships Is invoived In effective lcadership. The
typlcal conception of one person directing others is grossiy mizlezding in deserib
ing leadership becauss It neglects the Interparsonzl and tesk systems at work. As
noted previously, regarding a Type 2 exchange, a group or organization operaies
% 1th 8 sat of resources as "lnpuf;" eimad at producing desired “outputs" (Katz
end Kahn, 1966), Caining such outputs is obvicusly facil itated by the directive
fvnc+lons centored in the lcader, but tha rusources are not the lezder's alone.

One point which shouid be clear then Is that effectiveness is not gaugad by
the jeadur's ablility to be Influential, without asking further to what ends this
procass is turned. Furthermore, the leader's actual contributlon to effsctiveness
smay vary considerably, as a function of ofner conditions. The evidence indicates
that the leader's perceived compatence In faciliteting the group's productive
activities ls one crucial viement In affecting the fcllowers' responsiveness,
and lesdership effectivensss., Ancther element Is the leader's parcelved motlve-
tion to be loyal o the group, its members and ooals. But there Is & need for
tfurther ampiification of thuse elemants and thelr lmpact,

For Instence, one Iikely source for the dlivergent findings concerning qual i~
ties of the leader is the ex!stence of differential expectations concerning the
functions the leader is to parform, Ciserly, thors sre verlous leadership rolss,

or components of them, and while the |sader is one who often "initiates structurs,’
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as Mot h1it (19%80) put I+, the leadar alsc moy be 8 “declsion moker” or
wagvocata."  And that by no masns oxhazusts tha roster, or the combinations
of sctivity within 14,

An exomple of +he effects of distingulshing elemsnts of a le2der's rola Is
chown by an exper imont conducted with frur-man groups ty Anderson and Fisdier
(1964), The lezders In half ‘he groups were toid to serve as & "chalrmen," In
a participetory way, and In Yhe others to servo as en “eofficer In cherge." In e
supervisory way. The results [ndlicuted thal the participatory lsaders were
significantly more influential and made more of & contributlion tc the group's
performance. Furthermors, leadsr attributes, such as intsiligsnce, reiated
signiticantly to group performanca for scmd tasks under the participatory condi-
tion, but not for any under the supsrvisory condition. The conclusion ls ingscep
sble that the characteristics ot a jeader, inciuding inteiligence, are made more
salient end are more highly raiated to grovp achievemont whare the (eader partic~
ipates more, rather than stending in & formal position to +he group.

One lmportant tHitustration cf the system domandjrﬁzns?ratnfs on the isader
is found In Fledler's “contingency model"™ (1965, 1367, 1974)., He predicts
ditfering leveis of eftsctiveness for differant combinetions of leader and situc~
tional cheracteristics. Thero sre thres of the letter, i.e., the quaiity of
lsador-mesmber | lking, ithe dagree of task structure, and the power of the |eader.
Depending upon the isader's orientatlion to co~workers, Fiadier finds distinct
verlations In leader effectiveness,

leader's b
g

The,orlentation is tappad,the LPC moasure, for "Least Preferred Co-worker."

it 13 sald to measure 2 relationshlip vs, a task orleniation. Leaders who are

high cn one or the other end do better In various circumstances. Basically,

Fisdler (1974) Indicates that the High LPC (rolationship-oriented) ioaders
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pertcrm best in A re!e;lvely uncertaln sltuation, that Is one wherae these
sitenilonsl facturs are mixed or intermcdiate. By contrast, tis Low LPC
(task=orionted) leadors do bast In tha rore cortaln extremes of sither
tavorabil ity or unfavorability.

Effectiveneszs in this case is lorgely seen as a maitsr ot productivity,
without reference to folicwars' perceptions. However, a second way fo iook
at affectiveness is with respect to indlvidual member setisfaction with the
return on the invesiment he or she fesls has been mada, This is & Typs 3
concern, The ieader's behavior has a great dea! fo do with Yhis sense of
gratificetion and equity. How *this is accemplished depends upon that much
abused term "styla," .

Style is & szet of quallties which affects others in a perticular way
in 8 particuler situation, |In tho czsa of trustworthiness, for exampis, much
Is still not known about how It is transmitted and sustained, slthough it
cisarly Is important in mointalning an equitabie relationship.

Tha nature of the role is such that the lecader is |lkely fo have many
reiationships with others in the group. Furthermore, the qual ity of thess
reiationships matters fc +ha other individuals involved, particularly with
regard to squity and justice concerns, distinguished earlier as a Typs 3
exchange, Within the group the !eader determines the distribution of rewards
and the leader's actions give signs of the 'goodness" or "badness" of the
performance of group members.

; An important consideration therefore is the perceived talrness of the
leader's actions, By rewarding the members whose activities contribute to the
group's goals, and not rewarding those whose activities do not, the leader
provides a basis for effecting desired ends, among which are productive rela-

tionships among group members,




hiso important to +his process is the leader's dapendabliity. Iin soclal

interaztion generelly, regu'arity ond precictebility of pehavior le rewurding.
[he@ss gualitles are even more slionificant for foliowers in thelir ralationships
¥14h the 'eadsr. Yhers 8 loader's position is known, and can ba counted on,
vncertalnty Is raduced end followars have & moro steble sltuetlon within which
to function. Cn tha other hand, where the leador behavaes lwpuisively o by the
whim of tha mowent, instebllity and uncarteinty ére creatsd,

in sum, the essentlal element emphosized hero Is that lesdership effective~
ness cannot disragard how tha follower fares In the group's enterprise, This i3
an extension of the polnt quoted ear!isr from Senford (1950) that the study of
fol lowers can provide Important r;+urns &3 8 ey to leadership.

And now, to conciude, iet me quote somditiing | wrote at an cariier time
(gotlendar, 1964} which still captures tho maln point that leadershlo effsctive
rass

.s.dapends upon 2n equity In soclial exchangs with the leader gaining

status ond exercising intluence while heiping the greup to achleve

desirad mutual cutcomss as well &s such individual socisi rewards as

are illustrated by recognition. Goal stiainment by Itselt therefore

Is not & sufficlent condition for offocflvo leadership. A significant

concomitant is +he process, the reiationship elong the way, by which

group members are ab!a tc fulflll thelr noads for meaningful soclal

participation (p. 238).

A
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Footnotos

| am grateful 1o Richard H, Willls and Jomas M, Gleason for their

helpful comments on @ dialt of this chepter,
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